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1. Executive Summary 

1.1 Purpose 

The purpose of this report is to outline the key findings and recommendations resulting from the review of 
the ACT Government’s Human Resource Information Management Solution (HRIMS) Implementation 
Program (the “Program”), conducted from December 2021 to February 2022 at the request of the ACT 
Government Executive. 

1.2 Background 

ACT Government’s Digital, Data and Technology Solutions group (formerly Shared Services) caters for the 
provision of Payroll and HR services for approximately 25,000 employees spread across eighteen 
Directorates and Agencies. Given the complex industrial landscape, many EBA/Awards and hundreds of 
classifications, several unique challenges are faced during the provision of HR services.  

The Territory does not currently have a Whole-of-Government (WhoG) HRIMS that adequately meets the 
needs of the Directorates or their diverse range of business units. Shared Services, CMTEDD currently 
utilises Chris21, an aging Tier 2 system introduced from 1 July 2005 with limited Human Capital 
Management (HCM) functionality, as the default business system. Chris21 is supported by multiple 
customised programs that increase the risk of system failure. System modernisation is needed to 
overcome the capability and functional limitations inherent to the current system (Chris21). 

Current business processes have evolved independently within Directorates, requiring significant manual 
workaround to harmonise payroll and HR data. Maintenance of the current system and environment is 
increasingly expensive and relies on limited specialist staff with unique skills to maintain. Coordination and 
implementation of legislation, policy and process changes in the current systems require significant effort 
and manual workarounds, increasing effort, time, cost as well as the risk of incorrect data in the process.  

The Program, incepted in 2017, is a significant program of change for the ACT Government (the 
“Territory”), seeking to address these issues through the implementation of a new Human Capital and 
Payroll system, SAP SuccessFactors.  

The HRIMS Program seeks to uplift and integrate Human Capital Management and Payroll into one 
optimised solution that will increase efficiency, improve service delivery, reduce system failure, and 
increase human capital functionality, allowing the Territory to take a more strategic approach to manage 
its human capital. 

To implement HRIMS, Ernst and Young (EY) have been appointed as the Solution Implementation (SI) 
partner, and RXP (acquired by Capgemini) are facilitating the data migration workstream activities and 
deliverables. 

The HRIMS implementation program was executed in partnership with the SI in April 2019, milestone 
based and fixed price across 3 Releases (Release 1 the initial focus, and Release 2 and 3 once Release 1 
was nearing completion).  

 

1.3 Current State 

The Program’s status is that Milestones 1 to 5 have been accepted, some with conditions. Milestone 6 still 
has some incomplete elements leading to the Territory withholding its acceptance. There are still several 
issues relating to the build acceptance, and relevant testing requirements that are yet to be completed 
before Go Live for Release 1 could be considered. Release 2/3 were initiated however, noting 
dependencies on Release 1 outcomes, this has now been paused.  



 

Page | 5 

CONFIDENTIAL 
 

The HRIMS Program is undertaking a reset to the program. The intention of the reset is to re-baseline the 
program structure and roles, commercial / contractual approach, system requirements and detail how 
business requirements will be met in the design and build.  

As part of this reset, ACT Government Executive have requested a review to investigate what has occurred 
through the Program, and, seeking informed recommendations on the best approach to move the Program 
forward. Deloitte was engaged in mid-December 2021 to undertake the program review, providing an 
independent perspective as to underlying issues, and what further work is required to deliver on Program 
outcomes. Actionable insights and recommendations to inform a potential future approach to market for 
services to complete delivery of the Program have also been provided as part of this review. 

1.4 Review Approach 

The review was conducted using Deloitte’s Program Assurance Framework. This framework is built on a 
foundation of Deloitte’s Program Management Framework, which draws upon PRINCE2™, MSP™ and Agile 
methodologies and outlines eight core elements of program management that are key to successful delivery. 
Each element was considered as part of the review of the Program, and findings and recommendations were 
made based on a comparison to generally accepted better practice and experience of previous programs of 
a similar nature. In addition, the delivery team reviewed technical aspects of the Program such as 
requirements gathering, testing and SAP-specific implementation considerations. As such, findings and 
recommendations are made across ten aspects (some of which have been combined for report brevity): 

1. Governance and reporting 
2. Stakeholder engagement and alignment 
3. Blueprint design and delivery 
4. Outcomes and benefits management 
5. Schedule and dependency management 
6. Risk and issue management 
7. Quality management 
8. Build quality 

This review does not include an assessment of the technical solution; a separate “as-built” review of the 
delivered solution was conducted by the Territory and results of that review have been considered for the 
purposes of this review.     

Throughout the course of the review, guidance was taken from Program stakeholders through interviews to 
identify areas for subsequent detailed analysis and review of related Program artefacts. 44 Program 
stakeholders were interviewed in 25 sessions and approximately two hundred program artefacts were 
reviewed in the discovery phase of our review. Findings and recommendations were developed through an 
iterative process with Territory stakeholders across a four-week period from 16th December 2021 to 4th 
February 2022. Full details are included in Appendix 3.3 - Documents Reviewed and 3.4 – Stakeholders 
Interviewed. 

1.5 Priority Observations and Themes  

A total of 34 recommendations are provided in the review, of which 18 are classified as “High” impact. 
High impact recommendations are those which should be implemented as a matter of priority, and that are 
fundamental to delivering outcomes and moving the Program forward.   

Several priority themes have been identified across the recommendations, outlined below:  

a. Stakeholders across Directorates must be engaged to support alignment of business 
processes  
 
Successful delivery of an SAP Human Capital and Payroll transformation for WhoG, with large-scale 
and complex industrial mechanisms requires significant focus on harmonisation and optimisation of 
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business processes. The intent for the Program to deliver harmonised and standardised business 
processes is reflected in several documents, both within Government as well as in broader market 
engagement materials.  
 
The stated objective of the Program is to “uplift and integrate Human Capital Management and 
Payroll into one optimised solution that will increase efficiency, improve service delivery, reduce 
system failure, and increase human capital functionality; allowing the Territory to take a more 
strategic approach to manage its human capital”.  The strategic intent to develop future state 
processes to provide common and standardised organisational business practices and WhoG HR 
and Payroll operations is articulated in a number of key artefacts: 
 

1. 2019-2020 Budget HRIMS Business Case document, approved by Government. 
2. Benefits Case for the HRIMS to support the Program’s Second Pass (Stage Gate) 

submission to Cabinet. 
3. November 2017 approach to market Request for Procurement documentation (“Current 

HRMS Environment”). 
4. Business Blueprint documentation prepared during the Explore phase of the Program. 
5. Contract documentation including Statements of Work and related Annexures established 

with the SI. 
 
Business Blueprint documentation, an outcome of a series of process workshops carried out jointly 
with the SI, was a fundamental SI deliverable in the Explore phase of the Program. A high volume 
(2739) points of feedback were received across Directorates in relation to the Blueprint 
documentation at this stage in the Program. 23% of these resulted in updates to the design 
documentation, with half of these being changes to wording or phrasing. The high number of 
points of feedback, together with the high failure rates experienced in the User Acceptance Testing 
(“UAT”) indicate that target state processes were not completely reflective of business 
requirements or stakeholder expectations (noting that a number of other underlying factors also 
contributed to low UAT acceptance rates as detailed in this report).  
 
It was agreed that the SI would continue to work with the Territory Program team and business 
stakeholders to resolve outstanding matters relating to process and policy. In February of 2020 
the Steering Committee noted the associated risk of continued concurrent design and build 
activities until they were fully completed and reconciled. The Steering Committee provided 
approval for Milestone 2 in March 2020, and agreed to progress to the Realise phase of the 
Program, with the understanding the SI would concurrently continue to update the Blueprint 
documentation in an iterative manner. However, following endorsement of the Business Blueprints, 
changes to the Blueprint processes were included as decisions/change requests in Addendums by 
the SI. Consequences of not this work not having been addressed manifested in unclear 
requirements, defects being raised and Program delays.  
 
The development of robust, agreed business requirements is essential to ensure that the solution 
is fit-for-purpose. A business transformation program of this scale and complexity requires upfront 
work to align and unify legacy business processes, define business outcomes and scope (with clear 
roles and responsibilities). To move towards a WhoG unified model, we recommend that the 
Territory works with the Directorates and stakeholders to undertake the following:  
 

• Prioritise stand-alone business-critical processes which will drive greatest benefits. 
• Refine / build current and future state process documentation for these processes, with 

input and endorsement from Directorates. 
• Perform a gap analysis between the existing built solution (not yet in production) and the 

agreed future state processes. 
• Develop a clear methodology to resolve these gaps either through a business or 

technological change. 

This work should prioritise the alignment of business processes across Directorates and limit 
required customisations in the SAP solution to capitalise on the existing investment and build the 
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right foundation for future work. We recommend this work is undertaken using an iterative 
methodology to maximise the realisation of benefits within the remaining Program timescales, 
which currently run until end of financial year 2023.  

Given the Steering Committee’s approval of the Program reset in August of 2021, and the need to 
undertake further work to assess built solution gaps and refine target state business requirements, 
the likelihood of the Programs ability to deliver within the existing timeline and funding envelope is 
low. We recommend that as part of the reset, the Program business case is revised to incorporate 
adjusted estimates to accommodate the additional process work which is required, and to support 
dedicated business process ownership roles within the Program team to drive this work.  A 
prioritised gap analysis will inform more detailed estimates for the additional timeline and 
resources required to complete delivery of the Program.  

Forming a clear and aligned view of the future state journey maps / processes and associated 
business requirements will be an important step for the Territory to take to manage risks 
associated with engaging a service provider to complete delivery of the Program. Vendors may 
price risk into their responses given the inherent complexities in taking on delivery of a partially 
built solution. A clearly articulated view of future state processes and requirements will mitigate 
these risks by ensuring a shared understanding between the SI and the Territory of the future 
state to be delivered. 

 
b. The Program Governance model requires improvements to support more effective 

decision-making, drive delivery and engagement 
 
Effective Program governance provides a framework for decision-making throughout the program 
lifecycle. It establishes processes and a structure for communication, implementation, monitoring, 
to ensure adherence to policies and better practices. It provides oversight and control to ensure 
that the program's goals and objectives are aligned with those of the Territory.  
 
Program Management Office:  
 
For a Program Management Office (“PMO”) to effectively support a Program governance model it 
must drive decision-making mechanisms and assign decision-making authority and accountability. 
A PMO should also ensure governance tools, techniques, and processes are in place. To support 
the Program’s governance forums in their oversight of the schedule, milestones, and contract 
execution, we recommend specific and dedicated roles need to be established within the PMO; 
additional resources may be required to fulfil these responsibilities (An outline of this structure is 
included in Appendix 3.8 - PMO resourcing benchmark): 
 

• Master Scheduler  
• RAID manager  
• Quality manager  

 
We recommend the PMO is led by the overall Program Manager (“PM”), who has overall 
accountability for the execution of the Program. The role of the PM in a Program of this nature is 
critically important and should include the following core capabilities:  
 

• Experience in managing and implementing large HRIS transformation programs in 
complex, multi-jurisdictional contexts 

• Interpersonal and leadership skills, including the ability to influence and drive productive 
development teams and stakeholders at all levels 

• Sound knowledge of a variety of project management and agile practices, tools, software, 
and processes 

• Experience managing external supplier relationships in programs of a similar nature 
• Commercial and operational acumen  
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The Territory should assess the capabilities of PM candidates as part of the reset and ensure a 
suitably experienced candidate is designated for this crucial role going forward.  

 Governance Model:  

The current governance model has been in place since Q4 of 2021. It includes a Program Steering 
Committee and a Sub-Committee focused on evaluation of design decisions. Structurally, the 
current model is appropriate for a Program of this nature with regards to providing a framework 
for hierarchical decision-making and strategic evaluation of design decisions. There remains 
opportunity for the operations within those forums to be more effectively managed to control the 
materiality of issues and decisions which are escalated to each: 
 

• Data indicates that the materiality of decisions escalated through various forums needs 
review. The review noted several design decisions were made in the (legacy) design 
council, which have significance on overall Program milestones, and as such should have 
been escalated to the steering committee.  

• It was also noted that there were matters presented to the steering committee that were 
potentially resolvable at lower-level forums. Therefore, a review of the model to get 
optimum balance in place is important to ensure ongoing alignment of the Program with 
Territory goals.  

• Program benefits were not consistently considered as part of the Steering Committee 
agenda or as part of the evaluation of decisions required.  

 
Inconsistencies were noted in the levels of attendance and engagement across the Directorates in 
Steering Committee meetings. Steering Committee minutes highlighted a prevalence of extended 
discussion and a tendency to defer decision-making.  Whilst we note it is not the responsibility of 
the Program to do so, we recommend as part of the reset a refresher session is conducted to 
ensure all governance committee members have a shared and consistent understanding of their 
role and responsibilities in relation to the governance of the Program, as well as the outcomes to 
be achieved. In addition, an increased focus on stakeholder engagement across governance 
representatives is required to ensure adequate buy in and engagement. 
 
Integrated Planning: 
 
Accountability for the creation and ongoing maintenance of the project schedule was not clearly 
defined throughout the Program. In addition, the schedule, and Program Management Plan (PMP) 
have not been ratified or formally approved by Territory stakeholders, following development in 
isolation by the SI.  
 
The development of the schedule took place without input from key Program stakeholders (such as 
the Change stream), and as a result remained unvalidated until September 2021, at which point 
the Program reset was instigated. It was also noted that the schedule is not maintained on the 
Territory program management platform (ServiceNow), as a result the Program schedule and 
associated PMO artefacts are not in adherence to the Territory standards and schedule 
management is conducted manually.  
 
It is critically important that the Program re-baseline and align on the schedule with stakeholders 
as part of the reset. This must include detailed identification and analysis of program dependencies 
across various workstreams. The Program schedule should be maintained in the Territory 
ServiceNow instance to reduce administrative burden and version control issues and increase 
connectivity across the Program. Program status updates should be provided to clearly allow for 
tracking of progress against the baselined schedule as part of better practice governance.  
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Program Stage Gates:  

Whilst a Stage Gate process exists to govern acceptance of Program deliverables and the release 
of commercial payments in line with the SI contract, to date it has not been effectively utilised to 
maintain control of the Program and monitor deliverables.  
 
Conditional acceptance of deliverables resulted in only 19% of conditions being met in later 
milestones until the program was paused at Milestone 6. Review of Steering Committee minutes 
noted that acceptance was based on an understanding that “… the implementation methodology 
allows for further inclusion of requirements and refinement of the design through a series of 
iterations”. We recommend the existing Contract Manager role is embedded within the PMO for 
greater connectivity and visibility of SI deliverables and to support rigorous follow up on 
conditional acceptance items as well as points of feedback throughout the design process.  
 
We recommend as part of the Program reset increased focus should be given to refining and 
uplifting the program governance to support effective and efficient decision-making and escalation. 
This will also ensure that contract execution, schedule, milestones, and deliverables are on track 
with clear lines of communication and escalation.  
 
 

c. The design, build and testing of the solution should move to an iterative approach to 
support earlier realisation of benefits and earlier detection of risks and issues 
 
The intent of the Program, outlined in the Program Management Plan (“PMP”) was for the solution 
development to be undertaken in a hybrid approach, incorporating elements of both Waterfall and 
Agile approaches.  This intent was articulated in several key artefacts throughout the life of the 
Program. The review noted that the process the SI followed in the development and testing of the 
solution was more closely aligned with a traditional Waterfall approach, as opposed to a hybrid or 
iterative approach. As a result of this, refinements to Blueprint documentation and subsequent 
user testing were undertaken late in the Program lifecycle, resulting in delays in the identification 
of design and build issues as well as issues in UAT.  
  
An iterative approach with a pilot working solution as a starting point in the design and build of a 
complex solution typically leads to earlier detection of risks and issues. An iterative approach also 
supports greater solution usability and provides a clear path for design improvements in the 
development process. The use of automated unit and functional testing in iterative solution 
development provides valuable data points which can be used to validate the design and build 
throughout the development lifecycle, ensuring the solution is fit-for-purpose.  
 
We recommend revisions to both the Program delivery and testing approaches to deliver on 
Program outcomes: 
 

- Prioritise stand-alone business-critical processes which will drive greatest benefits and 
following a gap-fit analysis, progress to an iterative development of the solution for these 
processes 

- Support a more iterative phased solution delivery approach to mitigate the risk associated 
with a big bang go-live/cutover approach 

- Support early and frequent testing, preferably in an automated manner, to validate the 
design and build with each iteration 

- Ensure that the target solution delivers the business outcomes and is fit-for-purpose, and 
- Allow the Program to course correct early if the solution doesn’t deliver intended 

requirements. 

1.6 Summary 

A Program of this nature is complex and requires a close working relationship with the integration 
partner, robust governance, clarity of strategy and a continuous focus throughout the cycle of 
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execution. Strengthening the Program in the areas of governance, PMO capability, and optimising 
the delivery process (being more iterative), will benefit the Program as it moves forwards.  
 
To support the delivery of a whole-of-Government operating model, enabled by SAP, an elevated 
focus on change management and executive sponsorship of the simplification and standardisation 
agenda will be required. A replan and revalidation of the budget and associated business case will 
be required to support a clear path forward, taking into consideration the modifications to the 
delivery approach recommended in this review.  
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3. Appendix 

3.1 Engagement Approach 

The review of the Program took place over 5 weeks (not inclusive of the Deloitte firm shutdown between 
24 December 2021 to 10 January 2022), consisting of 44 stakeholders being interviewed in 25 sessions 
and review of 200 documents as outlined in Appendix 3.3 - Documents Reviewed and 3.4 - Stakeholders 
Interviewed. 

3.2 Scope and Approach  

The review of the Program and findings covered in this report included the following scope: 

1. Contracts, variations, and Change Requests in consideration of: 
• Integrity of the contract, and changes through the variation process 
• Intent of the Change Requests, in relation to the reasoning for change 
• Other contractual expectations based on the terms within the agreement 

2. Assessing the approach developed in consideration of the Contract: 
• Expectation of roles and level of performance 
• Plans developed as part of the contract to support delivery of the Program 
• Planning documentation (schedules, etc.) outlining the intended approach 

3. Products developed by each SI including: 
• How they were developed, delivered, and accepted 
• Adherence to the planned approach and planning documentation 
• Performance of roles in the delivery process 

4. Issues and challenges impacting delivery, including how such issues arose, what action was taken 
and what may have contributed to a lack of resolution 

5. Further work required to deliver on the Program outcomes (in accordance with the design principles 
for the Program) to inform a future approach to market for services to complete delivery of the 
Program 

Throughout the course of our review, guidance was taken from Program stakeholders during interviews and 
meetings to identify potential areas for deep dives and detailed artefact reviews. A mapping of the agreed 
scope to the relevant report area which is outlined below.  

Forty-four Program stakeholders were interviewed and approximately two hundred program artefacts were 
reviewed in the discovery phase of our review. Findings and recommendations were developed through an 
iterative process with Territory stakeholders across a four-week period from 16th December 2021 to 4th 
February 2022. Further details on our review approach are included below:   
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The review was conducted using Deloitte’s Program Assurance Framework. This framework is built on a 
foundation of Deloitte’s Program Management Framework, which draws upon PRINCE2™, MSP™ and Agile 
methodologies and outlines eight core elements of program management that are key to successful delivery. 
Each element was considered as part of the review of the Program, and findings and recommendations were 
made based on a comparison to generally accepted better practices and experience of previous programs of 
a similar nature. In addition, the delivery team reviewed technical aspects of the Program such as 
requirements gathering, testing and SAP-specific implementation considerations. As such, findings and 
recommendations are made across ten aspects: 

1. Governance and reporting 
2. Stakeholder engagement and alignment 
3. Blueprint design and delivery 
4. Outcomes and benefits management 
5. Schedule and dependency management 
6. Risk and issue management 
7. Quality management 
8. Build quality 

 
This review does not cover design and build assessment of the technical solution but considers how the 
solution impacts on the Program and deliverables. Technical assessment of the solution is covered in SAP’s 
review – “ACT Gov – design review – Dec 2021”. 

The below matrix outlines how these scope items have been addressed by the review findings and 
recommendations displayed in Section 2: 

Scope item Finding number 
1.a • 2.2.3 – Change Management 

• 2.7.2 - Contract Management 
1.b • 2.2.3 – Change Management 

• 2.5.1 – Program Schedule Development and Maintenance 
• 2.7.2 - Contract Management 

1.c • 2.7.1 - Accountability and Quality Assurance 
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• Risk and issue management  
o Is risk and issue management documentation in place that promotes accurate and 
transparent identification, tracking, prioritisation, and escalation of key blockers?  
o Are risk mitigation strategies sufficiently realistic, owned and regularly monitored?  
o Are appropriate and timely decisions made on risks and issues as part of effective 
program governance?  

• Quality management  
o Does sufficient structure exist within the Program to regularly monitor quality of 
deliverables (e.g., stage gates)?  
o Are owners held to account for quality of processes and deliverables?  

• Governance and reporting  
o Is the right information flowing to the right stakeholders at the right time to enable 
effective decision-making?  
o Is the governance structure right for a program of this scale and complexity?  
o Are governance forums distinct, well understood and equipped with the appropriate 
delegations of authority?  

• Dependency management  
o How are dependencies tracked and managed across the Program?  
o Are dependencies documented and communicated to inform schedule 
management?  

• Outcomes and benefits management  
o Are the benefits of the Program well-articulated, understood and communicated to 
all stakeholders?  
o Are benefits tracked and managed throughout the life of the Program?  
o Is the business case still valid?  

• Schedule management  
o Is an accurate, endorsed and regularly updated program schedule in place?  
o Is schedule managed in a way that limits program delays?  

• Scope management  
o Is the Program scope clear, documented and approved?  
o Are sufficient change request procedures in place to manage scope?  
o Are roles and responsibilities of all stakeholders clear and defined?  

• Stakeholder engagement and alignment  
o Are stakeholders effectively engaged and aligned on the Program and its outcomes?  
o Is the Program supported by sufficient change management practices to enable 
effective solution uptake and stakeholder buy-in?  

• Blueprint design and delivery  
o Has the blueprint design gone through iterations to be confident that the design of 
the future organisation will achieve the benefits?  
o Does the blueprint document align with the benefits to be achieved?  

• Build quality  
o Is the solution error and bug free?  
o Is the solution acceptable according to the Directorate users?  
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